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Foreword 


Modern Trade Unionism demands an efficient and an effective 
organisation. This will only come about with an_ informed 
membership. We live in a changing world and while the basic 
principles of Trade Unionism may have remained the same, the aims 
and objects have a different meaning. They are much wider in scope, 
encompassing a greater share of our lives. 

The free and democratic Trade Union Movement subscribes 
unswervingly to the defence of freedom, democracy and social 
justice respecting at all times the rights and prerogatives of the 
individual. 

The aims of the New Zealand Federation of Labour are in part:- 


To engage in and foster educational and publicity work with the 
object of increasing the knowledge and understanding of 
national and international problems confronting the workers 
which would enable them to make their struggle for economic 
and social freedom more effective. 


To work for a more equitable share of the national income and 
ultimately production for social use and not for private profit. 


This pamphlet sets out the guide-lines on which a strong 
progressive Trade Union can be built and it is on this basis | am 
pleased to recommend it to members. 


Thos. E. Skinner, 
President, 

Auckland Trades Council. 
18th September, 1972. 
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The Role 
of the 
Job Delegate 


Introduction 


Since the job delegate finds himself in the front-line of 
labour-management conflict, we should have a look at the 
much-publicised question of industrial relations before examining the 
role of the job delegate. 

The unionist’s approach to good labour relations on the job is 
that they can only be developed and maintained if the workers share 
in growing production by gains in wages, holidays, sick pay, 
superannuation, pensions and so on. 

The trade union movement is a body of workers organised to 
ensure that they get this share. 

So the active trade unionist’s concern is to strengthen the 
movement in every possible way—educationally, organisationally and 
financially, as well as in policy and public relations. 

The failure to understand this is the basis of the error made by 
the “experts”, so often quoted by the news media, when they 
address themselves to our union weaknesses (as they see them) as a 
means of overcoming bad industrial relations. This is particularly so 
at a time when our unions are suffering under stringent government 
imposed wage restrictions and other serious disabilities. 

So we are faced with the problem of educating ourselves in 
accord with the general principle that the only body that can 
essentially be relied upon to have the interests of the unions at heart 
is the trade union movement itself. 

We will consider the role of the job delegate from this 
standpoint. : 
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Education 


It is only very recently that the trade unions have recognised the 
need for education as it exists today. 

The labour movement began with the introduction of new ideas 
in opposition to conservative ideas. The movement has been built by 
the same process. 

Trade union education is developing in the same way and this 
process is a hard struggle. 

How much we appreciate the need for education determines our 
attitude towards overcoming such problems as availability, time, 
finance and other difficulties. 

Unfortunately, job delegates (and members) do not learn very 
much that is positive about trade unions in schools, although there 
has been some improvement. 

Job delegates have, in fact, been taught at school (and everyday 
by employers and the system we live under) that ‘‘individual 
initiative’ and “private enterprise’ are the requirements for ‘getting 
on” in life. 

The principles of unity for progress and co-ordination of effort 
of wage and salary earners to win gains from the employers are not 
taught anywhere else except in the unions. 

Many strong unionists are not suited as leaders on their jobs 
because they have not had the benefit of being trained as leaders. 

Good footballers have to be trained in mind and body to know 
which movement is best on attack and defense, to have the ability to 
follow through and work as a team, and all other team sports are the 
same. 

This principle applies to training active trade unionists. 

The employers will not train active trade unionists and job 
delegates, Unless we do the job as unions we will not push ahead. 

There is an urgent need for unions to take concrete measures 
(allocation of time, finance and effort) to initiate more job delegate 
education inside the framework of more union education. This 
process will be a struggle between different viewpoints and should be 
conducted in as orderly a fashion as possible within our movement, 
while taking into account the realities of the situation. 
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Responsibilities 


The actual union strength on any particular job or industry is 
largely determined by the quality of leadership of the job delegate. 

Job delegates are absolutely responsible to their unions and, in 
the past, differences of attitude on this question have caused some 
difficulties. 

There has been difficulty about not recognising the union 
leadership as representative of the members’ ideas on particular 
matters. 

some job delegates and members feel they have the right to put 
every issue of internal union difference to a full membership (usually 
stop-work meeting) decision. 

Such an attitude is not in accord with practical unionism and an 

incessant demand for, and allowance of, such procedure would 
ultimately ‘‘backfire’ on those concerned, and on the union. 
On the other hand we have the complaint from a number of job 
delegates (and officials and members) that the whole process of 
union activity should be based on membership involvement, but 
often is not. The writer is generally in sympathy with this approach, 
especially in award proceedings. 

Greater participation would inevitably assist the job delegate to 
maintain a more union-oriented role on his or her job or industry. 

The main responsibility of a job delegate is to his or her union. 
This responsibility can be most effectively discharged if the union 
concerned is basing it’s activities on a maximum of membership 
participation. 























Duties 


The first duty of a job delegate is to educate and equip him- or 
herself to become as effective as possible within the given framework 
of responsibility, bearing in mind that the interests of the whole 
membership come first. 

Some duties of job delegates (not necessarily in order of 
importance) are: 

SAFETY 

While this is a primary issue for all workers the delegate’s duty is 
clear: he or she must not tolerate any dangerous machinery or 
practices. 

_ On safety the procedure is to stop work if there is any doubt, 
and then discuss the question. (The opposite procedure to an 
industrial claim). 

The worker’s right to withhold his or her labour in a situation of 
personal danger has been the subject of vigorous union attention over 
many years. 

The same principle was generally upheld by Sir Humphrey 
O'Leary (then Chief Justice) in the ““Mountpark” case in 1948. 
ACCIDENTS AND COMPENSATION 

There are some outstanding cases where delegates and members 
have helped to gain economic justice for an accident victim. 

Union membership lines should not be a barrier to assistance to 
an injured person. 

After an accident the following action should be taken: 

1. Immediate physical assistance to the victim. 

2, Immediate action to isolate the cause of the accident if such 

is material. 

3. Inform union office and management. 

4. Help to gather the facts of the accident and to ensure that 

no vital evidence is removed. 

(Measurement can be taken with feet or other means which can 

in turn be measured later.) 

5. Obtain witnesses’ names and addresses. 

UNION RULES 

Job delegates should be in a strong position to give advice and 
guidance on union rules, elections, procedures and thus educate 
members in their rights and responsibilities. 
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AWARDS 

Here, there are three main functions:- 

1. To know the current award. 

2. To help the members to use the award to secure the 

maximum benefits. 

3. To assist in drawing up claims and organising support for 

union claims for a new award. 

The awards have the force of law and consequently much legal 
argument occurs concerning interpretations. 

On no account should a delegate give an interpretation unless 
she or he is quite sure on the point. Better to delay the answer and 
report back, and the award should be closely read after the facts have 
been ascertained. Nobody can give an interpretation properly unless 
the facts are known. 

In many cases written opinions from the Department of Labour 
and a solicitor are necessary, and after that from a court. 

On no account should a delegate “have a stab” at an 
interpretation and thereby often mislead members. 

NEGOTIATIONS 

Being a good negotiator is vital. At all times politeness and a 
balanced approach are very important. A good negotiator ascertains 
all the facts (including the employer’s arguments) before making an 
important move. The negotiator must be a reasonable talker and a 
good listener. He or she must be patient and tolerant, yet firm and 
decisive when the time comes. 

She or he must consistently put forward concrete proposals for a 
favourable settlement of the question under discussion. The workers 
may not gain all their demands, but the first and foremost point is 
whether or not the* strength of the union organisation has been 
preserved or increased. 

Good negotiating ability and leadership is important, but the 
outcome of any serious dispute depends mainly on the relative 
strength of the opposing forces and the correctness of the leadership 
given. 


MEMBERSHIP 

The job delegate should ensure 100% membership on the job. 
This should be achieved by conviction rather than compulsion, 
beginning by welcoming the new members on the job and politely 
explaining the union’s position. 

At the same time the delegate should repeatedly stress that it is 
the member's responsibility to pay his fees, not the union office’s to 
collect it. Hundreds of organising hours are wasted every year in the 
fruitless activity of collecting union fees, so that money will be 
available for the proper activities of the union. 
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Recognition 


After saying so much about the responsibilities and duties of job 
delegates, just how much protection has a delegate got? 

In most awards—none! This is a matter we should all consider 
and act on. 

In industrial legislation there is a certain very limited protection 
if the delegate attends a union conference or conciliation council. 

In fact, the real protection is from the members themselves, and 
the quality of the delegate’s leadership usually determines the 
amount of support given. 

Job delegates should be diligent workers, good timekeepers and 
be aware that they cannot ‘’get away” with the same things that 
others may do on the job. 

Legal rights for job delegates should be developed, but the 
delegate’s real protection is in the strength of the workers he or she 
represents. The delegate’s conduct on the job must be appropriate to 
his or her position. 





The 
Active 
Job Delegate 


The importance of active job delegates has been stressed. But by 
themselves active job delegates cannot do the job ahead. 

We need more and more active members of unions. 

Many times when a job delegate is elected some members think: 
“Well, Harry is the delegate now—we will sling all our grizzles around 
his shoulders’. 

The job delegate has the duty of LEADING the members on the 
job. He or she is a union leader on the job. But the delegate is not the 
whole job. The members on the job are the real power. 


Unity 


iany good unionists repeat: ‘But they will not stick together 
on my job”. 

Getting the workers to stick together is the key point and it is 
largely a question of leadership. 

The ability to give good leadership on a job does not just 
“happen”. 

The most important thing for all delegates to learn is how to 
unite the working people for their own interests as a class. 

To do this one must be able to give leadership that takes fully 
into account the ideas and moods of the workers on the job. 
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Demands 


Every delegate and active unionist must always have a keen eye 
for that point on the job—it may be a dirt-rate payment, lockers or 
wet-weather gear — that everyone (or nearly everyone) agrees on as a 
worthy claim. 

Again we stress that the correct issue is not what the delegate 
thinks of as a claim, it is what the workers want. 

That is, we look for the point or points of agreement. 

Members on a job may be bitterly divided on many issues 
(including many issues off the job), but may be in full agreement on 
one issue—say, to go for sick pay. 

Then there is the issue to go ahead on, after consulting the union 
office to co-ordinate the campaign with others that may be going on. 

Far too often a job delegate will say: ‘We will go for another 
shower—or a hand-basin—or we will try for $4.00 per week increase”. 
But stop! Let us ask this question: What do the workers on the job 
feel like going for? A shower? A hand-basin? A $4.00 increase? Or do 
they want to claim at all at this stage? 

In a given situation, the members on a job may be content to 
pass resolutions on important matters such as sick pay or three weeks 
holiday and so on. 

The members concerned may not desire to move (at the 
particular time) on any one or more issues. 

A delegate who attempts to give a lead for action when there is 
no general feeling for action is making a very serious error. 

Contrary to what most employers and daily newspaper editors 
think, there is no delegate or unionist who can actually “make” the 
workers feel like taking action. 
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The Job Meeting 


A suitable time for a job meeting must be set, and the meeting 
should then consider all the points raised. 

If there is no delegate on the job, an election should take place. 

The important thing about any union meeting is that it must be 
conducted in a business-like manner and the chairman must have 
some understanding of correct meeting procedure. 

Nothing will disorganise and weaken a meeting as much as chaos 
and confusion arising from the lack of a firm and business-like 
chairman. 

However, the chairman must remember that democratic 
procedure is not a rigid set of rules to be imposed on the members, 
but a flexible system that will allow them to express themselves in 
the most natural way, and arrive at a rational and representative 
opinion. 

A job meeting about an issue should consider the best tactics to 
use. 

Should thedelegate negotiate or should we send a deputation? 
What will we do if we get knocked back? If we are refused what 
grounds could the refusal be on? What would our reply be then? 

All of these points and others should be looked at. 

When a job delegate is working hard at a job meeting to unite 
the members on a suitable tactic to follow, he or she sometimes 
encounters a misinformed member who tries repeatedly to divide the 
meeting. 

The circumstances may be that some on the job want to go for 
6c. dirt money while others think 3c. is a reasonable claim. 

The job delegate may suggest that the whole meeting can 
compromise to get complete unity and go for 4c. 

A member may persist in advocating either 6c. or 3c. whichever 
he agrees with. 

At this stage, without stifling discussion, the delegate should 
firmly but politely point out the danger of disunity on this point. 

In fact, it would be far more advisable for all to unite on the 3c. 
claim than to be disunited on the 4c. or 6c. claim. 
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At all times the unity factor must be fought for. 

Sometimes on the job we find a member who persistently raises 
those issues which cause dis-unity among the workers. The member 
concerned must be firmly told that his policy is weakening union 
organisation and damaging members' interests. 

When an active delegate sets out to win support for union policy 
he or she is working completely in the interests of the workers on-the 
job. ; 
The aim of the active trade union speaker must be to encourage 
those around him or her to become active—really active, and to 
strengthen and unite them around progressive union policy. . 

While it is necessary, at times, to express criticism of policies and 
actions of other organisations or people, it should never be done ina 
negative or destructive way. 

When criticisms are offered it is important to be constructive 
and to show the way forward to a solution of the problem. 

All job delegate leadership should be aimed at uniting the 
workers in their own interests. This process is complex and difficult. 
Disunity frequently develops and the delegates’ duty at all times is to 
exercise firm, patient and logical leadership to develop stronger, 
united trade union organisations. 


This booklet was first presented as a paper at an Auckland 
District Council, N.Z.F.O.L. Seminar at the Trades Hall on the 28th 
of June, 1972. It has been edited and slightly re-written for 
publication. 
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Old Mole Pamphlet No.1 


The Old Mole is a non-sectarian and non-profitmaking publisher of 
working class books and pamphlets. Forthcoming publications include 
yne on Citizens’ Legal Rights and another on The Workers’ Rights on 
the job. 











